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Lireetor of Central Intelligence 3 July 1951 
Director of Training 


A vroposal to Establish and Implement a Career Corps vregram in c1A 


1. “ince its ineeption six months ago today, the Office of Training, 
in compliance with your verbal instructions, has given priority to planning 
for the establishmant of a Career Corps. The formulation of a plan for 
so vital an Agency-wide progrem merits more than a six-wonths attack by 
my limited staff. However, the recent news release on the Av:eney Career 
Corps ‘rogram impels m= to submit herewith the plan as now developed, 
with probable imperfections which a later submission might have eliminated. 


2- The plan rests upon two basic assuaptions: 


a. Ultimately the quality of our personnel will depend upon 
highly selective recruitment at the junior level, but the Career 
Corps itaelf could not and should not be recruited from without 
the Agency, but rather should be selected from those enployees 
who have demonstrated their ability through a period of service 
in the Ayency. 


be A program for a Career Corps, to be successful, must de 
integrated with @ career management program for the Agency. 


4s a corollary to assumption (b) there is also submittec herewith the 
preposed plan of Azgency-wide Career Management, inte which the Career 
Corps program must itself be integrated, 


3e Career Management and many phases of the Career corp: proposal 
are properly the responsibility of °ersonnel. If thia plan 1s approved 
in whole or in pert, I recosmend that the ‘ireetor of fersonnel te made 
responsible for implementing these portions of the plan that are 
properly functions of his Office. He will, of course, have the whole- 
hearted support of the Office of Training. 


Le I cannot emphasize too strongly that a sine gua non to the 
suceessful execution of a plan of this type is the unqualified support 
of the Tirector of Central Intellizence and his Assistant Tirectors. 
Our study of the subject indicates that “ersormel and Management have 
advanced similar proposals for career ‘evelopment in the past but that 
former Tirectora failed to give them implementine support. 
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INTROLUCTION 


ahe intention of establishing a Carcer Corps within the 
Ci& was e.ccinetly stated by -exeral Smith as follows: 


"Tae tryin: to build up a corps of well a-alified men 
here who are interested in makin a career with the 
Central Intelligence Agency. io effect thie, i recente 
ly established a training section wiich functions - as 
much ag I dislike the term - as a sort of career manage- 
ment office." 


salter Bedell “mith 
To aden. John mCloy 
17 “areh 1951 


The Office of ‘raining has rtudied the problem of es- 
tablishing e Career Corps from various angler » and has 
consulted experts in career management outside the Agency, 
as well as experienced executives within the Agency. 


The problem involves recruitment of extremely able 
young men and women from outside the Agency, identification 
of the most able people already in the Ayency, and improve-~- 
ment of the value of members of the Career Corps to the 
Agency by training, rotation and other experiences. A 
syetem of career benefits and security must ve established 
for careeriste, The recommendations made in this report 
are centered around annual evaluation intended to uncover 
the most able people available. Only people with at least 
two years of distinguished service in the Agency are here 
Conaidered eligible to become Careericts, 


Certain problems ere closely connected with the matters 
discussed here, but have been given only passing attention 
at this time, because they are subsidiary to the main problem. 
One is the establishment of career benefits and security 
(Tab K). Another is the proper use of military personnel 
on duty with the Agency, not only from the point of view of 
their maximum utilisation by us, but also of their own 
profeesional improvement (Tab Ob. 
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THE PROBL 


A. To devise a plan to select, recruit, anc train young men 
and women of creat promise, and to place the: in the agency 
where they wil] be of tne greatest use. 


Be «= To devise a method of icentifyin: thoee employees of the 
Agency who have the highest potential for further develop- 
ments to train and rotate thes within and outside the Acenoy 
in such a way thai they will develop the greatest useful- 
ness to the Agency; anc to place the: in the most immer- 
tant positions, 


C. To provide the trainin: necessary to implement A anc «. 
Ge To coordinate A, 5 and C. 


DISCUSSION 


g The preblem ie discussed under tne neacings:s 


I. Criteria for Selection. Aininmum qualitative criteria 
are established i terme of education, linguistic 
ability, leadership, personality anc health. Specific 
eriteria are setablished on the bagis of the vresent 
needs of the Agency, in terms of edueation, speciali- 
sation, research ana experience, 


It, Recruitment. Reeruitment on the basis of the «eneral 
anc apecifie eriteria shoul: bring into the Agency a 
continuous flew of youn, men and women, of whom many 
will prove to be able specialiste, and s few will 
eventually develop into generaliste capeble of fille 
ing high executive positions. 


Contacts will be ectablished as paid consultants 
in 50 quality universitics and collegee. They will 
identify, coide, end nominate in the laet year of 
study the most promising graduate students and unver- 
graduates. No more than 24 of the selectees in any 
year may come from one school. 


q «~ii- 
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-tucenic “ill ce recomuenued irom other cclleges 
oy Personae] rrecuremeni. 


Contacts will be esta: lisned in the eeparation 
centers of inc Armed .orees to iseatiiy ax: interest 
able youn, men and «omen. 


those recommended «ill be teatec idocally, and the 
best will be broucnt to vashin:cton for assesement and 
interviews. The 0ifice of Trainin: will operate the 
contacts and will monitor the teetin:: and recruit sent 
in sonsultation with Personnel. 


Iii, asic jeablg is being established to provide selectees 
th the nesessary skille and knowledve to enable then 
to enter an ofilee with general competence in intelli- 
gence, anc to make the most of on-the-job trainin;. 
AS Soon as possible, basic trainia;, should be aiven 
all new pretessional employees. 


All selectees will take a l?-weekr course, designed 
€ to teach them the iundamentals of intelligence and of 
the huesien language, and to improve readin, speed 
anu writin. skill. 


Selectees «ill oa sudjected to a runnin, arsesse 
meni throughout their sasic training. 


Ive. Initial Placement. On the basis of evaluation and 
assessment, selecteer will ve placed in the offices, 
either in regular slots, or in an appropriate number 
of training slots to >e established in each ofiies 
on the basis of authorized ‘able o: UPganisation 
strength. fine Lireeters or iraindn. anc Personne) 
will jointly determine the placement in consultation 
with the Assistant +lrectors, and will authorise 
placement of selecteer in oifice training slots. 


Ve Selection of Career Corps. ‘uperviser: wll evaluate 


annually all personnel, (:<9 through vS—13, who have 


-~ iii - 
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been with the Agency a minimum of two years, and who 
are under 10 (5 for the firet year of the prozran). 
Those who stand out will te tested, as will other em 
ployees in this categery who wish to compete for 
Career Corpe selection. The outstancing candidates 
will be assesred and interviewed, anc the Career 
Corps will be identified. It will consist of special- 
ists, whose capacitier ani interests indicate that 
they are superior within their offices and should 
stay there, anc of generalists, whose capacities 

and laterests inuicate that they are capable of 
filling agency-Kide positions, 


vi. 


Trainin: of Career Co “pecialiste will be desicned 
to Increase their competence within their efficee,. 

It will consist of advanced intelli.-ence courses; area 
anc larguage study; scientific, vcononic anc teehnical 
study; rotation within the Agencys and travel — all 

to be arranzed in and out of the Apeney vy the Uffice 
of Training in emcrultation with the Office of Personnel 
and the Assistant director concerned, 


WIT, Trainin: of Career Corps wereralists will be desi zned 

to increase the breadth an’ competence of the individual 
in the Agency ag a whole, rather tian to deepen his 
specialized skill, I: ~il] consist primarily oi stuay 
in the National Intelli:enee Course and other high-level 
Service anv governmenial courser j anc rotation through- 
out the Agency and outside the ‘A ency. the ultimate 
purpose of the trainin, will be to produce a . irector 
of Central intelliyence. 


Matters o: detail are discussed in the followin: tabe: 
A. Specific Criteria for initial Selection 


He Liet of Institutions in which Contacts “hould he 
Established 


= diye 
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i. 
2. 


tie 


Le 


Testing and Assesament of Candidate -electees 


Arrangements witn armed forces for Training of 
Selectees 


Lanvuass Progra” ror ‘electees i 


The casic Trainin. Prosram of tne UIA intelligence 
Scae0l 


-valuation of :electeer durin: ‘asic ‘raining 


wuaber of iraining “lets to He Acced to T/O of 
Bach wzitice 


identuiication ef Career vorpey Career “anagenent 
Pro. ran 


evaluation of uutstandin  Candinates for the Career 
Cerps 


stotation Plaa for Career irainin: =< Specialista 
Advanced iraininz, “14 intelli-ence © chool 

Lancuage Training tor Specialicte 

Hotetion Plan tor Career Training - ceneralists 
Career iraining ior Intellirence Acvisory Comittee 
kployees 

iuplenentation of university anc Industrial Training 


Career scnefits and ‘ ecurity 


uraduate Training, CIA Intellizence Seheel 


ReCOM. +RLATICAS 


inat you approve the repert in general. 


that you authorize the | ireetors of Trainin. and Personne) 
to carry out detailed implementation, 
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IT. Ot LECTION CRITERIA 


Our problem is to select able anc versatile people 
who will fit into several offices of the Agency, and to 
develop a program of training anc rotation that will develop 
their capabilities to the utmest. Through the 100 Training 
Slots allotted to the Office of Training, we will bring in 
annually 200-300 Career Corps ‘electees, who meet general 
and specific criteria, A Career Corps Selectee is a young 
man or woman who appears to have great ability and promise, 
and wishes to make a career in CIA. 


A. Generel Minimum Criteria for “election 


B. Negative Criteria 


we do not want as Career Corps Selectees people 
with: poor academic records; excellent acadenic 
records and nothing else; physical defects serious 
@nough to be a handieap in overt works more than the 
most minor emotional defects; a record of failure in 
language study; unwillingness to go overseas; unsound 
motivation. 


Po 
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The Agency will no doubt properly continue to 
employ such people for specific jobs. If they are 
successful, we will pick them up by the rrocedures 
described in Y. 


Cc. Spec ific Criteria 


(Figures based on Agency needs and on 
information supplied by Assistant virectors.) 


Out of any group of 100 selectees, there should ve 
about : 


33 College graduates 


5 Engineers, with some experience in 
production 


7 Ll.B.'s, preferably with undergraduate 
majors in Social Sciences, Area Studies, 
or International Relations. A few 
should be administrators. 


sO Ph.D.e's or graduate students who have not 
completed the Ph.i., but nave progressed 
far enough so that they have actual 
research training and experience. 


These figures are intended only as a guide to selection 
and recruitment, and should not be regarded as a Table of 
‘ganization. A first-rate man must not be excluded because 
his category is full, nor may a second-rater be brought in 
merely to fill a slot. ‘The figures should be continuously 
revised in the light of job descriptions for current 
vacancies. (A more detailed breakdown is given in Tab A.) 
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Id, ACH ITH kT 


The chief problem in reeruitment is toe choose from among 
the many woo will meet the selection criteria thore «ose lese 
tangible qualities justiiy high ezpectaiions of s.ceess in tas 
Age@nCYe 


A CIA contact will be eateblished in a selected group of 
a-out SOC universitier anc colleges (lieted in Tab #). The 
contact will be reimbursed as @ consultant at the rate of 
325.00 a day for ten days a year, eo that he will cive more 
than casual attention to the oroblem. andling the contacts 
and other matters connected with this program will require a 
major part of the tiae of a sember of the iraining “taff, 


Contacts shoulc be men with considerable intellicence 
experience in CIA or other intelligence agencies. ihey must 
be men of the highest quality, since qualitative discrimination 
ty individuals appears to be subjeetive, 1.6.) it is based on 
comparigon of ihe subject with the discriminator. they must 
be sufficiently active in the non-academic afiairs of the 
inetitution eo that they will knew studente outside of their 
qm fielde. In a few institutions the ideal contact will be 
the ian of the College. In universities, there shoul: be 
two of mere, one for the College and one for each «radusie 
schoel, since the students in ane school are salcon well 
known to the faculties of the others. In many institutions 
there in a elub, composed of intellectually elite underyrainaties, 
graduate atudente, and faculty, and deveted to serious discussion. 
A faculty member of such a club would know the desirable students. 


Suggested contacts will be listed throu-h consuliation 
azon, Persone] Yrecurement Oificers, uifice of Operations 
‘leld Gontects, anc the Training Uifice. A meaber of the irain~ 
ine Staff who is well qualiiied to negotiate in colleges and 
universitics «il1 visit the institutions c neerned t consult 
the authorities, establish contacts, ac:! to deal . ith other 
matters noted below. 


Contacts mast be cleared throuvn Secret, ani brought 
tegether in the Agency in the eumer of their first year, to 
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attend the Orientation Courre and to receive ether indoctri- 
nation. they will be carefully oricied on what information 
they may give candidates, 


Contecte «lll oegin te watch thore undercraduates wo 
emerge in their junior year above a line o: performance to be 
eptablished lecally, and in their senior year students «ho 
dlessom late. uraduate students shoul: be picked up after 
their first year. <“tudents whe transfer will be nasned on 
frem contact to contact. 


25X11 


At no time will the eontact ive ihe canuidate tne isprersion 
that he is bein, selceted as a me“cer of an elite corps, but 
rather thet he «ill be given an opportunity to prove by his own 
performance that he ie entitied tc :rainin: and opportunity for 
advancenent. 


Toward the midule of the etudent'« final year, tne contact 
wild turn him over to a Personnel Procurement officer, ine 
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contact will recommend a few of tne best stucents as carcer 
selectees, and the remainder for other sore specific enployment 
in the Agency. Potential operatore will be turned over innedi- 
ately to the covert officer, so as not to comproaise their 
cover. Out of any huncra. selectees, no more than two will be 
taken from one college or school within a umiversity, in order 
to avoic Ivy Lea.ue coneentraiion, ax: to <ive the provras 
high prestize anc wice ram... 


Candidates recommended by the contacts, aic o! her unearthed 
in other colleges by Personnel Procuresent, will 1il1 out suitable 
applications, by which the obviously unfit «111 be weeded out 25X11 
amd the others «ill oe tested by a neans to be Vevisen my 
Paycholovical ‘taff of the Giflee oi trainin, 
with the tests administered bv 


25X11 


presently 55y, 
th the Agenoy, ., @francesenta with 

most of tne better collezes, it aay aot be necessary to brin. 

the candidates teyether at central pointe. 


The tests shoul: ce deri.nec tu reveal intelli;encea, 
motivalion, aptituce ior our work, avility to reason in 
a appropriate problims, the psychalo;ical aakeeup 0. i. individual, 
hia imowled.o of current aliairr anc iheir vackyroun:, anc his 
ability to write. 


the survivors snoulc be brouwit io amnine ton ana interviewed 
ani assessed u.th our current needr is minus (ine tertin: and 
asserpment program is Jescribed 4:: iad C.) 


ibe reparation centers of tn: Armed Jorces will te another 
source of sel:etees. Contacte should .e establiahed in each 
of there uncer the direetion of sllitary Fersonnei ivision. 
Available iniormatioa from personte] {ilos «ill provide a besis 
for preliminary sercening. .ubdsequeni asses: ment procedures 
will be developed by the U.fiee of trainings (lab 6). 


A third source o: selectees «ill be youn. men anc xomen 
tarned up by the normal activities of Personnel *rocure:unt. 
They shoulc meet the selection criteria noted in IT, anc. shoule 
be under 35, anc preierably uncer 30. they «ill be arcenred 
similarly to the first two -rouprs (lab C)y 
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There mast. be sufficient data comuon to all groups to permit 
Comparison asong them. Final selection from among the eandidates 
should be sade by the Office of Training after consultation with 
the :irestoer of Personnel, who har ultimate placement reeponsi- 
bility. Training liaison officers from the a:nropriate offices 
shoul: be consulted in cases where there i- any doubt. 


It is possible and dewirabls that some men and wormon whom 
we would be glad to take at the oachelor'« level will wish to 
gO imnediately to sraduate school. If they uish to xtudy a 
relevant subjeot, they should certainly be oncoura; ed to do Ro. 
Thay should aot bo mibsidised by us, since any one who is cood 
anou-h fer tais pro ram will nave no of ficuliy in obtaining 
a fellowship or assistantship, “there may take their uilitary 
trainin, arter the ischelor’s Degres. (A proposed arran;erent 
with the arma iorces will be deserioad in Tab i.) 


ile GASIL kA ANG 


The purpose oi baeic trainin, is to Ave the selectee the 
basic skille ana knowledge necessary to ai iniclii-enee officer. 
Under present conditions, with tau Table of Organisation only 
about hal: full, training met Le kept ae short as possible, in 
order that the selectees may ve absorbed in the Agency at the 


The entire course o! basic trainin: described below is at 
present available only to career cerps selectess, but as econ 
ae tne demands of the offices become less preasinz, it will be 
offered to all new orofessional emplayeer. 


Tne training progran must be controlled anc expanded in euch 
a way that instruction will alvays be given by experts who are 
well qualified either by experience in the field, or by long study 
of the subject. Under no conditions will canned lectures nor 
teaching from a manual be permitted. 


A. 3eeie training for Career Corpe selectoes, already in 
operation, or to be established immediately, 
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1. Befere selecteecs enter on duty, they will have 
been clearly iniormed that they are net an elite 
cerpe, anc that their future in the Agency depends 
on their performance. further trainia: and pre- 
ferential treatment «i111 result only from selection 
tarouxh the »rocedures deseribed in V. 


2. ‘The basic course ‘or sclecteer will lart twelve 
weeks anc will be offered thrice yearly, July, 
October and March, It will be desi, ned to ive 
the students the follo-in knowledge am: skills: 


@ ine Sundamental# o: fusrian, anc an clemen- 
tary knowled.¢ of tc “oviet area. These 
are vasic toole under vrerent cire.metances. 
Students already competent in Ruscian will 
be given other lan vace trainin,. ‘che more 
fa.e will be cevoted io tuis course. (Tab £). 


De the fumiameniale oj intelli ence, -aric to 

all offices, wit not «necial to any. i hey 

@ will learn tac place o: vid in the total 
inielli.ence an. ovcrnmeniel structure. They 
will acquire such ekills anu concepts as are 
necestary to ail intclif cace orficers,. 
Consicerebl: attention will ve -iven to the 
stucy of probleme, ins curriculum will ine 
cluce trainin: in rani: reacin: anv comprehension, 
and in precis writin:, cesijned to.ether to 
speed tre croceatin: of documents, an. to 
improve the quality anc clarity o! writing. 
The afternoons will te devoted tc this 
course. <ither durinc or at the end of this 
courre, relecteee »ill atiem tne i fA 
orLentation an. incoctrination course, or ite 
equivalent. (A ceseriptiaa of tie intellie 
gence trainin. ie ive: in Tad -.) 


3. Throughout treir training, selectees will be con- 
tinuously assesred by their instructors and other 
menpera oi the training oiiice, in order to 
deternine their quality and tne type o: vork 
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for whieh they are initially beet suited, 
Gauo candidates will we disaissed. 
Tab u). 


ke At the end of their basic training, selecteoes 
will be placed within the Avency, either in a 
Pegular or a trainin: slot. (‘ee iV.) 


se  Propoeed expaneion oj basic traininc, tc oe implemented 
as the Table ef Organization fille am' the desand ror 
speedy relyare of -ersonss] weakens. 


i. Flementary area or: ramey about three sonthe in 
duration. (‘ee vI, ©.) 


2. An advanced course in juesias ana ober slavonic 
languages for selectecr wno alreany nave a basic 
knowled.e of Ruscian, and courses in semitic and 
oriental lencuages. (‘ee ii, i) 


I¥. INIGIAL PLAC MENT 


Tne selectee's initial escisoment i: of creat iaportanee, 
not only in terme of his own cevelopment, but of the effictency 
of the offices and the Azency ag a whole. 


ivery effort will be made to pleee unc selectee tin tne 
moet suitable porition available. dis academic anu other quali- 
fleations will be studied, his personality and aptitades vill 
be assessed, and his interests will be ascertained. His performance 
dn basic training will play an i portant part in the nature and 
devel of nis placement. 


Assistant ‘ireetors ani their re: rereontativer will be invited 
to interview appropriate selecteer late in the trainin. perlod, 
and to exprese interest, or lack thereo, until the selectes is 
placed in an apprepriate office and a suitable position. 


If the criteria Zor selegtion anii the process of reeruitaent 
were perfect, there would be no proble: of placement. “ince 
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they are prebably not, prevision should be made for a very 

fou training slote in the Table of Organisation of each Office, 
to be used for selectess, ae: well as for rotation of Career 
Corpe personnel, as deecribed below (VI). These slets will 
have the further advantage of teking up slack when there is 

@ tesporary lack ef openiage in particular eategories. The 
Directors of training and Personne] should be authorised 
Jointly to place selectees in training slots, after consultation 
with the Assistant iirector. (The necessary changes in the 
Tables of Organisation are described in Tab |i.) 


Ho selectee may remain in one training elot for more than 
elx montha, at the end of which he wust either be absorbed 
into the regular Table of Organisation of the Office, absorbed 
elsewhere in the Agency, either in a regular or trainin; slot 
in another Office, or dismissed at the joint discretion of 
the -lrectors of Training and Personnel. In offices where 
rotation ef new personnel is customary, it may be found desirable 


Four to six wontus after the initial placement in a regular 
slot, a representative of the Office of lraining will request 
the 


original evaluation, seleetion anc placesent of the individual, 
and may lead to a change in the criteria for selection and 
methods of recruitaent, it «i] provide a means of evaluating 
basic trainin,;, end grounds for modifying trainin, when necessary. 
It »il0 also reveal obvious misfits, who will be either moved 

or dismisged. (Tad i). 


Gnee a selectee is placed in a regular slot, his future will 
depend en his performance. Personnel will have the same interest 
in him that it does in all employees, but Training, except for 
the evaluation first mentioned, will become interested in hin 
agein only when he emerges, if he decs, as a candidate for the 
Comps after two years in the Agency, (See V)y 
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Vo. IDENTIFICATION OF CARBER CORPS 


Next to initial selection, the most critical problem 
in the Career Development Program is the early and accurate 
identification ef the Career Corps. The Career Corps is 
composed of men and women of superior ability and performance 
and includes specialists, who are outstanding in a single 
office, and generalists, who are willing and able to fill 
important executive positions that involve the whole Ageney 
in one way or another. (A more detailed discussion is given 
in Tab I.) 


As All Agency personnel in grades from 03-9 through 
GS-13, who have been on duty for at ieast two 
years, and who are under 45 for the first year this 
program is in operation, and under 10 thereafter, 
will be studied annually by Personnel to identify 

<8 those who have high potential for Career Develop- 

ment through further training and rotation. 


The group, 0S-9 through 3S-13, is of manageable 
€ Sise and is sapable of close study. 


Justification for these grades: Professional 
persome] who have not advanced to 05-3 in two years 
under current practices of promotion, are of low 
potential. It is further assumed that G5-1)'s and 
above are already careerists, well established and 
professionally competent, so recognised by their 
superiors, and for wiom further training may be 
desirable; or else fall into categories that would 
make further training impractical or unnecessary, 
that iss 


le Too old to profit fros training 
2. Mediocere or incompetent 
3. Outside experts, here for emergency only 


Nevertheless, for the first year that this program 
is in operation, it will be necessary to study 


personnel 33-1) and above, to determine which of them 
should be considered members of the Career Corps. 


| - lo - 
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Be 


The Career Corps will be identified as followa: 


i. 


26 


3e 


Appraisal by supervisors will be combined with 
age and grade, and graphically represented, to 
reveal those who stand out. (Detailed dis- 
cussion ef this procedure will be fewnd in Tab I.) 


The preliminary greup thus selected will undergo 
testing and evaluation designed to reveal: 


&. aptitude petential for imprevement; 

be intelligence, aptitude, and personality; 

Go. knowledge of the intelligence process; 

@. ability te work from evidence in an 
intelligence preblen; 

@. knowledge of current affairs, together 
with histerical and economic back~ 
grewnd) end 

f. ability te learn languages 


(The procedure will be discassed in Tab J.) 


For two years, or until the career progran is 
aecepted by the Agency, and particularly by the 
Assistant Cirectors, whe will lose some good men 
from their offices, it wisl be necessary to -ermit 
@ll empleyess G: 913 to take the tests if they 
wish, a3 a check on the evaluation. Allowance 
must be made throughout thie process fer different 
levels ef performance at the various grades and 
by persons with di/ferent kinds and amounts of 
service. 


On the basis of the evaluations and the tests, 

@ small group ef potential generalists will be 
seleeted by Personnel, who will apear before a 
Board of Examination and feview (Tab I, Seetion 
A), composed of the Cirecter ef Central Intelli- 
genee or his representative, the itrecter of 
Treining or his representative, the Assistant 
Director ef the Office invelved or his representa- 
tive, the Tirecter of Personnel or his representa- 
tive, and other appropriate persens. The beard, 
threugh interviews and any other means it wishes 
te employ, will make s final judgment and will 
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in particular seek te identify the Generalists 
(C, h). Employees who are obviously well 
qualified specialists need not appear before 
the Board. 


C. The successive steps in the preeess of evaluation, 
testing and ascessnent, and interview will divide 
personnel into five principal groups: 


1. Those who should be Gi:missed for inefficiensy. 


2. Those who should be transferred to other slets 
more suited to their aptitudes, : 


3. These who are Satie featery in their present 
pecitions, tut whose potential or ave de net 
justify further training or rotation. 


lh. fpecialists who are highly satiefactery in their 
present position, whese desires and aptitudes 
indicate that they shoulc stay in that sert ef 
a work, and whose potential justifies further 
training anc promotion. ‘ome of this group may 
becone Assistant Tirectors, bit they will remain 
in their original Cffices,. 


Se Gene who are highly satisfactory in their 
present positions, but whose aptitudee and in- 
terests jJuntify extensive training and rotation 
throighcut the Agency, to prepare them for Agenoy- 
wide jobs; anc other positions of creat respen- 
siviiity. 


Be. The specialist: and generalists are the Career Corpe. 
Selection for the Career Corps does not mean immediate 
promotion, but grester oppertunity. 
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Vie TRALWING SP CARE LR CoaPs Geral LAL ISTS 


Tha purpose of carver treiaiag for Specialists (¥,C,k) is to 
improve their efficiency and rangs in the offices in wnich they 
work and to which they will return. Agsistant Uirectors may rest 


partially replaced by other seabers of the Career Corps rotated 
inte their office froa other offices, or by selecteer. The pro~ 
posed training slots in the offices will be used to facilitate 
rotation (Tab H). Since sose specialiste will become Assistant 
Directors, a broad variety of training will be made available. 
Programs will be tailored to individual needs. 


The training may be designed to impart new skills and 
mmowledge, to refresh and improve existing skills and knowledge, 
or simply to get the individual out of a rut by a change of 
environment and concentration. The lest will be of particular 
value to analysts, scientists and librarians, who are likely to 
fall into habits and attitudes of rind that are not necesearily 

é the most productive. Training for Specialists will be arranged 
individually, after consul tetion and agreement with the Agsistant 
Director and hie Board of Review {Tab 1, Seetion Aj. 


Some of these objectives may ce accompliahed by training 
courses already existing or to be estavlished within the Agency. 
Others may best be achieved in universities, industries or other 
government agencies, or by travel. (A sample plan of rotation 
anc training is discussed in Tal Kei 


A. The advanced intelligence course will be of value to 


nearly all in this group, particularly the less 
experienced (Tab |). 


B. The simplest protlem is tne acquisition of a language. 
when there is cousiderable demand for a language, 
inetruetion can be handled most econemically by arrang- 
ing with an institute or university to set up the 
required language training for the group. Language 
training will be set up within the Agency for those 
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who cannot be trained outside because of the demands 
of their duties here, or because of security. In the 
case of languages for which there is scattered demand, 
instruction can best be arranged through outside 
institutions, preferably local, on an individual vasis. 


The beat way to study a lenzuage is full time, 
with complete leave of absence from other duties. 
Compromises may be nade, but only at the cost of 
efficiency and speed (Tab 4). 


Somewhat more complicated is the problem ef area study. 
Two elementary area programs should be established, 
preferably in leeal educational institutions, or within 
the Agency; one on the £uropean orbit of the USSR, and 
one on China and the Fer East. For more advanced study, 
and for study of other areas, trainees must be sent to 
ecadenic institutions. ixisting resourees are being 
studied, with the help ef the Social Science Research 
Council. In a very few cases, such study may be 
accomplished in a sumer session, but in mest instances, 
an academic year or even two will be required (Tab ”). 


The Office of Seientific Intelligence has a particular 
need for a program on Soviet Science, combined vith 

area study, and the effect of science and technelogy on 
international relations. This question is being studied. 
The purpose may be accomplished in er out of the Agency. 
Such a program should also be useful to the ‘ffice of 
Researeh and Reports (Tab P). 


A course on economic intelligence, and ite use in 


support of econemic warfare and operations will be 
developed. 


Scientists, economists, and other specialists will be 
sent to miversities, either as students or as research 
associates, to increase their substantive knowledge, or 
te carry out research, or simply for professional re- 
freshing (Tab P). 


in many cases training in an industry, foundation or 
laboratory will be more useful to scientists, econe- 
Ga other specialists than wiiversity training 
(Tab PF). 
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Re In some eases, travel and study in an appropriate end 
feasible area will be the most desirable progran, 
whether for training or refreshing. This might some- 
times be accomplished through rotation in one of the 
operational offices (Tab K). 


I. Rotation within the Agency, through use of train- 
ing slots in the cffiees, will be desirable in cases 
where the work of an individual is or will be closely 
connected with that of another office, but in all 
cases the purpose of such training will be to make 
the trainee more competent in his own office, to which 
he will return (Tab K). 


Je With the cooperation of Office of Scientific 
Intelligence, short courses in the present knowledge 
and capacities of Soviet scientists in the various 
fields, and of the present and potential capacities 
of Soviet weapons should be established, not only to 
increase knowledge, but to overcome some of the sSuper- 
ficial contempt fer Soviet science that is current. 
These courses should be open to personnel from other 
intelligence agencies. 


VII. TRAINING OF CAR:&R CORPS OiNERALISTS 
a er naetiareenenn name cat tee en nsec 


Generalists (V,C,5,) are those very rare individuals who 
have the capacity to bring together many espects and branches 
of the intelligence preblen and organisation, and wish to do so. 
Their need is not for specialised training, but for increasing 
areas of responsibility and experience on the one hand, and for 
rotational experience within the Avency, as well as in other 
intelligence agencies and other governmental agencies which have 
mutual intelligence needs. 


Whereas the purpose of Specialist Career Training is to 
produce better Specialists, there is considerable doubt that any 
particular effort should be made to improve the special skills 
of the Generalists, excepting to broaden their language ability, 


- 15 - 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


increase their first hand imowledge of important foreign areas, 
and to give them enough experience in the various offices of the 
Agency and other intelligence agencies so that they can under- 

etand their products, and know their limitations and capacities. 


Therefore, while a high percentage of this group will have 
benefited as Specialists from the sort of training described in 
VI, before they have been identified as Jeneralists, an entirely 
new emphasis must subsequently be placed on their career develop- 
ment. The purpose of their training is to produce Directors of 
Central intelligence, Deputy Directors of Central Intelligence, 
Assistant Directors, and Deputy Assistant Directors, assistants 
to tae Director, wexters of the National “stimates Eoard and 
other key people. (A sample plan of rotation and training is 
presented in Tab N.j 


Ae & the academic side, the first need is for a national 
intelligence course, not only for this group, but for 
the personnel of other intellicence agencies (Tab Roe 


B. Generalists should be rotated throughout the Aveucy, 
by means of training slots (Tab N). 


C. They should aleo attend the Yetional war Collere, 
Naval war College, industrial college, participate 
as members of the “taff of, or attend the General 
vtaff and Intelligence Sehools of the Armed Forces 
and the Foreign Servicu institute of the State 
Department (Tab Nj). 


D. During, before or after the period of rotation within 
the Agency, trainees should serve long enough (at 
least one or two years) in one or more ef the intelli- 
gence or operational agencies of National Security 
Couneil Staff, State, Navy, Army, or Air Force to 
understand their methods and objectives. 


E. Time should be given the trainee for study of foreign 
intelligence systems, both friendly and unfriendly. 
Materials in the possession of the Ageney will be 
made available through the office of Training. 


At the end of tne period, the trainee should be ready for 
positions of great responsibility on the level of Deputy Assistant 
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Director and Assistant Director, and after experience on that 
level, to serve on the immediate staff of the Director or 
Deputy Director, and finally for Deputy Director of Central 
Intelligence and Director of Central Intelligence. 


Notes Jobs in the Avency fall into four categories: 

cal, administrative, overt analytical and research ? 
and covert operations and collection. Specialists should be 
rotated within one of these groups, but not among them. The 
above has been written on the assumption that it is possible to 
find Generalists capable of understanding each office, though 
not necessarily of specialising in its work. 
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TAB A 


SPECIFIC CRITERIA FOR INITIAL SELECTION 
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TAB A 
SPECIFIC CRITERIA FOR INITIAL SELECTICN 


(Figures based on Agency needs anc on information 
supplied by Assistant tirectors.) 


Gut of any group of 190 seleactees, therw should be about: 


x College graduates with fields of eon- 
centration that bear some relationship 
to reality. Of these: 


2; should be potential operators 
4 = should have unusual language training 
10 should be able to tyne 


4 few should be administrators. 
$ Engineers, with som experience in production 


7 L1.8.'s, prefert>ly with undergraduate majors 
in Social Selences, Area ‘tudies, or Inter- 
national Relations. A few should be acainis- 
trators,. 


50 Pheo!.'@ or graduate ctudents who heve not 
completec the “h.D., but have progressed far 
enough eo that they have actual research 
training and experience. Of these: 


Lin Political -cicnee, Sociology, Hietory 
or International Relations 

in Economies 

in Area ‘tudes 

in Hodern Languages 

in Physical and Biological ‘“oftences 

in these or other fields, provided they 
have strong contemporary interests, and 
are interested in concrete questions 


Suwk~ 
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In view of existing shortages, the numbers of 
economists, scientists, and area specialists recruited 
for the coming year should exceed these fi-ures. 
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LIST OF INSTITUTIONS IN WHICH CONTRACTS 
4q SHOULD BE ESTABLISHED 
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SAbS 


TESTINO AND ASSESSMENT OF CANDIDATE SELECTEES 
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25x11 It ts not contemplated that| | =P 
will find any creat difficulty in setting up 

an orderly and efficient schedule ef testing programs 
throughout the country three times each year. Perhaps 
during the first year there will be a slight amoumt 
of confusion, but during the following years the 
testing progrems should prove of no great difficulty, 
especially if there is of 
desicnated to coordinate 25X1 
activities. Their big § te develop, revise 
standardise, and validate teats, questionnaires and 
vechniques related to the objective testing program. 
They will need to expend considerable effort in this 
direction during the first two years. After this, they 
will heve to devote substantial numbers of research 
hours each year to keeping the tests, questionnaires 
and techniques up to date by ineerpersting research 
findings in the battery. If the job is preperly done, 
more or less ap outlined, CiA will heave a more oompre~ 
hensive and objective battery of tests than is being 
weed by the Foreign -ervice or any of the military 

g services. in terms of economy, it would mean that the 
Aseessment Team would net waste their more expensive 
man-hours in assessing candidates who are unqualified 
fer CIA. 


Iie ARSSKONT PRIOR TU ¢IWAL SELECTION 


During world dar If the Sritish developed, through the war 
Office Selection Boarde, a new type of scientific personnel 
selection known as assessment. In the War Office “election 
Boards the person baing assessed was asked to carry out & variety 
of practical problems in real-life situations. ‘ie was observed 
and tested by military officers, paychologists, paychiatriste 
and the comeanding officer of the ‘election-Assessment © choel. 
“rior to the establishment of the Sritish ‘ election-Assessrent 
sheel, five out of ten persons failed to sucessefully complete 
training schools in -cotland, even though these prospective in- 
tallicence officers had been preswsably well-screened by their 
recruiters, After the establishment of the “electicon-A:sessnent 
Sehool, through which students were required te ge vefere entering 
training, only one student out of ten failed to complete the 
course successfully, 
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Ae Purpose and Principles 


It is planned to use a modified and Limited set-up 
in the CfMice of Training to assess caniidate selectees 
for important psycholegiocal qualities whieh cannet be 
tapped by moans of paper-and-pencil objective-type 
tests. The testing program will be use! to measure 
the candidate's mental and intellectual fitness for 
research; the arsessment will reveal his peychelegical 
fitmess for executive and operational paste. The 
assezement procedures will attempt to measure character- 
istice of the applicant such ass 


@ 25X1 
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25x11 


These and many other characteristics, which will 
be observed in the assesenent process, are important 
in the training and placenent of a persen in this 
Agensy 


25X1 
B. Procedures 


senent Tem will study tee 
vsti Cn eT resulta on the applicants prior ve 
their assesament, including the statisties and test 
profiles, the Biegraphic .uesticnnsire aad the 
adritten Intervicw cuestieonnaire. The psycholociat 
on the Assesenent Team will study and analyse all 
the findings on the applicant and before the appli- 
eant’s arrival will lay out as far as preeticable an 
assessment progran for him to take into account his 
interests, attitudes, motivations and work 
akdile. The candidates will be assessed in groups 
ef four te six, over a period of tre days. The twe- 
day ascessment program will be generally as fellows: 


1. First Day 


a. dries , om the mature of the 
teontay procren. 
be eee interview with 
y ee 


ce. Grow | sien: The applicants, sitting 
around a table, choose & tepic 
of current interest and discuss it, 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 a 


25X1 


The rest of the day is spen. by the applicant in 
talking with staff ammbers of the Office of Training, 
the Personnel Division, or with wembors of other Cffices 
who have definite: intaresta tn the applisant’e akilis 
aiid potential. “uring this time administrative matters 
and me1eal exaninetdons can be taker care of. 


It should bs emphasised that the assessment progren 
ie highly flexible so that psychologists can -evete more 
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during the sesond day, it w 
third day, if the onndidate is able te stay over. 


f 
i 
§ 


| 
f 
| 
E 
E 
i 


to earry out its progren away from dashington to suit 
the cenvenienee of applicants, but as mush as possible 
the assesements should be done in washington. 


#ithin ferty-eight hours after completion of the 
assessment program a coordinated, staff assesanent 
report on the candidate will be sent to the Cirector 
of Training te aid him in (a) making the final decision 
om the candidate's eslection, and (b) werking out a 
treining progrem to develop the candidate's potential 
most effectively, This assessment report will alse 

€ be used later by the ehief instructers and the evalca- 
ae te plan further training for the 
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TAR D 


el 


ARRANGEMENTS WITH ARMED FORCES FOR TRAINING OF SELECTERES 


This Tab will be written when negotiations 
with the Department of Defense are successfully 
completed. 
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TAB E 


TANQUAGE PROGRAM ICR SELECTEES 
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3 
4 
S 


LANGCASL PROYKIAM FOR SELECTS 


(Because =f the current needs of the Agency, the course presently 
being established is iussian. The same methods can be used for 
other languages.) 


Ae Organization 
Number of students in each group.-------<------- 202% 
Length of course -------------- enone oe --~- 12 weeks 


Hour scnedul @<----~----------<-<----- 2) hours per week; 
8 Aetle = 12 Noon 
fonday through Friday 


Be Program of instruction 


q a 


{ Deacriptive grammar ani theory 


~owewee 2 hours weekly 
(2h hours 


(2) Group drill ~ phonolgy, spoken languaze, 
reading drill s---------<---~------=-------~- 3 hours wekly 


(96 hours) 
(3) individual laboratory drill for spoken 


and written language-----~- socneeccne] hours weekly 
(120 hours) 


C. Objective. 


(1; Foundation for proficiency in use of spoken language 
ani written language. 


(2) basic knowledge of phonolocy, structure, and crammar. 
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(3) Active non-cognate vocabulary for everyday li‘e 
Situations - approximately be words. 


(4) Passive recognition knowledve of cognate wocaculary - 
newsraper level, 70C worcs. 


(5: Essential verbs and declension forma. 


De vjectives 
At the end of this period, the average stucent sheould 

be able to use the spoken languape with reesonalle flueney, 
@ici with oral accuracy so that se can be readily underatocd. 
Hig oral skill will be limited to everyday life situations, 
with e spontaneous active vocabulary of some Liv words. is 
auditory recognition skill showid be much broader, covering 
possibly 75% worda. 

Ee Follow-ip 


After this foundation course, selected students should 
be directed to continue their language training et the rate 
of five weekly hourw of laboratory drill in the CIA Language 
School Laboratory to increase their skill in the use of tne 
spoken and written language. “ne additional hour per week 
should be provided fur remedial and corrective linguistic 
analysis. if this in-service internal training program is 
continued at the rate indicated for about 15 months, the 
student should have a good active command of the lancuare. 


in-service training can be focused on the acquisition 
of specialised terminology in various tee:mical fields to te 
established in consultation wiih tie several offices. 
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TAB? 


THE BASIC TRAINING PROGRAM OF THE CIA 
& INTELLIGENCE SCHOOL 
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TAE F 


THs BADLC TRAINING PROGRAM UF TH Cla Ih TEL) Pen. SOHO L 


A. DISCUSSION 


The basic training of this school is designed to give the 
selectee the knowledge and skills basic to intelligence. 


The program will remain flexible, go that it may be tailored 


to suit the needs of each new group. The early courses 
cannot turn out finished Intelligence “fficers. The 


graduates will enter their jobs better prepared than hereto- 


fore. 
Be PROGRAM 
The program will consist of: 


(1) Necessary lectures on orientation, mission and 
security. 


(2) Structure of U. S. Government and C:A'S role 
thergin. 


(3) Hiseions of intelligence Advisory Committee 
Agencies. 


(bh) organisation of CIA. 


(5) Lectures on the World Situation, Foreign Policy, 
the Soviet Government, iiistory, ete. 


(6) Hethods employed in intelligence. 


The tentative twelve week program will be interspersed with 


problems end training films, and selections for readings in 


foreimn languages. 
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EVALUATION OF SELECTEES DURING BASIC TRAINIW 
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EVALUATION GF Si BCTr29 LURING TRAINING 


Each selectae will be subjected to s running evaluation 
during basic Training in order to systenatise, verify and extend 
the knowledge of his aptitudes obtained by testing and assessment 
prior to his employment (Tab C), and to determine his potential 
so that he may best be trained and placed. within six months 
after a solectee has been placed, 3s supervisor will bes asked to 
evaluate him. 


Ae Evaluation During Training 


The Evaluation Psychologist, the Chief instruetar, 
and the inatructors will perioiically rate each student in 
terms of performance in courses, personality, and ranking 
in comparisen with other students, in order to determine 
his outstanding strengths and weaknesses. 


The following rating system will be used: 
q Percentile 
Ratings Definitions of Rai:ngs =quivalents 
Superior An extremely outstanding performance 9 3-16 
Excellent s An outstanding performance, definite- 
es ly above averare 35-77 


catisfactory 3: xequirements met withsut distinetion 50-34 


Mediocre t Minimum requirements barely met 16-7 
Poor t A deficient performance. isfinitely 

below average 3-15 
ié&ilure t Ax extremely defleient performance On? 


Notes The derivation of the ratings from the normal distribution 
Curve does not iaply that the students would be marked “on the 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


eurve® -~ which is a arbitrary statistical interpretation 
of human variability. The students will be rated in terms 
of their ability te held career joie in the Agency. In 
some clasnes it is conceivabls that all students will 
qualify. It would be spurisus, therefore, to fail some 
of them merely to conferm to the iniquitous practice of 
marking on the curve. 


Students rated low will be carefully studied to determine 
whether they can be improvec, or should be dismissed. 


A final evaluation will be sent to the Direetor of iraining, 
and will be used as one of the bases for initial placement. 


Be Evaluation after Initial Placement 


Supervisors of selectess will be askec to evaluate tiem 
from four to six months after iaitial placement. The 
evaluations will be studied by the staffe of the “ffice cf 
Training and Personnel, as a check on selection, training 
and placement. Selecteas wns present a problem at this 
stage will be carefully etudied, to determine wheiher they 

g should be placed in another position, or dismissed. 


if a selectee undergoes an important change of position 


in hie first two years in the Acency, a similar evaluation 
will be made from four to six months after the change. 
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TAB H 


@ NUMBER OF TRAINING SLOTS TO BE ADDED TO 1/0 
OF EACH OFFICE 
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TAB 3 


IDENTIFICATION GF CARTER CORPS) CARER z= 
MABAGEMENT PROGRAN 
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Tab I 
TDENTIFICATION OF CAREER CORPS: GANS: R MANAGES ENT PPOCRAM 


In this study of career or mana.ement development there 
is carried jorward the conception of a limited and elite croup 
implied in General Smith's letter to The Honerable John McCloy, 
17 Mareh 1951. Its procedures anc techniquse are directed to 
the identification of the Cereer Corps. The ticket of admisrion 
to the group is ienonstrated ability on the jeb. The followin. 
are proposed: 


1. ‘The formation of a Board for <xaminatien and Review at 
the Directore[gputy Lireetor level of the A;ency and 
Soards of Review at the Cffice level. (Section A) 


2. Anmal appraiaal of omployees by their suvervisors 
and/or arcoclates (Section 3) to take place a-ainst 
developin-. jebererformancs recuirements <Seetion |). 


q 3. Restriction to nen-clerical versonnel in the (5 9-13 
level inclusive, £.6., the nest likely career «roup. 
The rationale fer this position is set forth in 
veetion -, 


4. Emphasis away from rating (the Civil Service concept) 
anc directed toward what the employee can do and what 
may be done to ove and him or her for 
higher Level ce. 


5. ‘the first step adjective is to train end ground super~ 
visors in appraieal techniques the second step objective 
is to identify pools or inventory of "Potential" (see 
Seetion E) fer discussion of porsible application ef 
the duPont Company “skimmer chart" technique)s with 
the final objective, a job-rotation crocran (Section 
Cy 2) fer identified potential as anc chen the tight 
manpower condition can be relieved. 


Given the manpower shortace of today, it is felt that this 
Agency can 11] afiord either inadvertently, or mere important 
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through leek of training, to overlook the "potential" now on 
beard, In addition the program shoulc benefit morale, aid 
recruitment, and sharpen-up t:e application of trainin: facilie 
ties (Section F). 


This stucy hae green out of the consicerstion ef some ten er 
twelve comparable industrial plans, trore of Air roree and Navy; 
and a review of certain "status and efficiency” and other ree 
porta in being or contemplated in the Agency (Seetion «%). 


it is recommended that the pro: ran be administered by « 
Career evelopment ‘taff, and that a am, cxperimeed in this 
fiel<, ve brought in and supperted by an adequate staff. 


The tie-in of thir prozrem to the Career Corps ‘electee 
Propram and to Personnel ISM card system is set forth in 
Sections 4 and I. 


he Roard( 8) of Examination and koview 
A firet requirement fer success of the program is active 
q tap echelon suppert. This requires that toe Front Office and 


the Assietant bireetors on whose Offices the program i pinges 
understand the objectives of the program and give it their 
backing. 


with this backing forthcomin., it is proposed that a Soard 
of j:xaaination and ievlew be formed at the ULrecter=Leputy 
SArecter level of the Asency. Thie top-level Committee would 
eit annually. The function of tiie ‘eard is set forth in “ection 
V,p By 3 of tne Liscuesion, 


@elow thie Soard each ©: fice wil] have ita Zoard of Keview. 
ite Chairwan coul. be the ieputy Assistant Lirecters; the Train- 
ing Liaison Officer of each G.fice could be Seoretary. These 
boards will ait as need arises, 


The Lunetion ef theese boards, workin, with the Career ievelop~ 
ment Staff iste 


1. Develop broad requirements for effective performance 
at those levels of administrative, professional and 
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technical competence conterplated in t« propoced 
procran. The objective: ; a more complete under- 
etanding of the fundamentals which make for supcrior 
performance in each category and at each level of 
effort. . 


2, Measure tie indict luual asainest the jet recutroncatal 
of the level in w ich he operatee an! at the next 
higher level. 


3. In cooperation with the Office of Trainin, , acting 
throu-h the trainin, liaison Officer, develor ise 
proved trainin; procedures and acclicationa. 


he In cooperation with the O/flee of Trainia: and Pere 


come], to plan lovical jiivisional, Intra-Office and 
Inter-0: fice rotational circuits and promotions, 


It de believed that the effeet of the proposed board etructure 
would be to stimulate recognition ani cevelopment of ability. 


Be App aisal 
i. a FP sed CS 


The propesed procedure anc technique of periodic 
appraisal of an employee by hie supervieur ie deemed 
primarily a managerial tool to ve lin. adainistered, 
It followe, the :, that the method should ve: 


@ Geared to and refleet the peculiar problems 


of the Agency and ite individual Offices; 
and 


b. Decentralised, Le@e, the supervisor linited 
te an appreieal of those he imows or has 
contact with >ersonally. 


2. Appraisa) Techniques 
The purpose of varyin, appraisal techniques is identical: 
to foree the supervisor to think in an orderly fashion 


a3 
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about the -eople under him, te the end thet the 
appraisals nay be meanin= ful. 


In technical jargon the appraleal aust be velid 
4.6.) a accurate measure of the abilities Lt is 
Suppoeed to measure, and reliable, 1.e., measure 

the sane ability consi-tently. actually appraisals 
are likely to te insecurate, stereotyped anc exhibit 
“hale effect", 1.e., a tevorad]. aprraieal s: emming 
from personal predilestion rather than from objecvive 
anelyeisc, 


In an eifcrt to reach objectivity two technicuens are 
currently developin;, irc Appley technique and the 
"forced choice" technique. 


The Appley technique ic exployed in the “etrait fdison 
Plan. jiere, some four supervirors who know the inule 
vidual and bis work sit as ao panel, with a representative 
of management develepmen: staff sittingein as coach 

and soerator,. 


a in the forged choice technique the supervisor ir forced 
te choose between two or more atatemente as most cor 
least descriptive of tne indivicual. Katine: ae to 
determinate traits or characteristios is then derived 
by statistically weighting the responses to the many 
alternates, The end product is, theoretically, an 
accurate end valid appraisal in which "halo effect* 
axi other aberrations are elininated, 


This technique, unfertunatoly, has the 
commen to a)1 codes (1t explays a code in the form 

of a statistical weizhtinz), 1.6., it losee its 
effectiveness when the code is broken, In practice 
this happene. Supervisore sooner er later become 
aware of “pay-off? alternatee and are guided accordingly. 


For these reazons the forced choice iechnique is re- 
Jected here, as is the panel er Appley technique, 
largely because it woulc appear that the staff work 
required would be prohibitive, 
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Api L .orm 


ihe ultimate appraisal or evaluation orm tc ce used 
in the Oiiices will oe worked out gy the Chief of the 
arveer Vevelopmeni Staff eup.orted by crapetent 
technical help and in ccoperation with the Officer, 
werkin, through the Trainin: idaigon viiieer, who as 
suggested above, would be a semper oi the. “orm 2f 
Review of cae Siflee in question. 


There is atteched herewith, however, a | opposed i 

Tne thinkin. cvehinu ii is based on a heed t we 
validity, reliability, a). lack of "hale e:fect” can 
cwat ce acuheved by tying the a oraieal Clesely to 
specific job requiremente both at primary anc e@cdvanced 
levels of competences a practice wich nas founc ax- 
pression at primary levels in practice in the covert 
offices (Form 51-53, Statue and sffictency “eperte), 


ine tora itecli is the best exvorition of the ceng,el 
technique proposed. ili iorm is te be rexerded as @ 
prototype oi general acihedy it is to be expocted 
tiai the form, dn ite detail, will be sodiffied anu 
refined in practioe, 


The form has been :eared to current navy procedures 
of rating the inuividual, not as excelient, averaze, 
ObSey but as mijudged in ihe . iret Bley next 20a, 
middle 40s etc, compared “with ald othere of the 
same" rade anc job family “shose professional abili- 
ties are know to you persoaiiy." it ie relt that 
thie technique avain contributes to the oojectivity 
of toe appraisal. 


Another feature of ithe croposed ferm is thai rating 
the inciviuual (in ine addle 0% etc.) acts as a 
coordinate paint on a scale, It in believed that 
this techaique has certain advantagce 


a. The employee's performanse and potentiality show 
wp visually es a proiile. sd 
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be «A Current appraisal can be cospared with a prior 
epsraisal hy tracis. the -rier profile and scpere 
impesing it on the current orefils. 


As the profile is ¢-laced on a acale «nich is virtually 
Li to 100%, it is persible that sn aucrecate of ecale 
peinte can be arrived at, ihis aggregate of .oints 
might be used ae a "bonus" facter whi:h si.nt make 
pos ible the application of the skimmer technique. 
(See Seetion &.) 


\Netet fhe question aight properiy be raised: «hy has ot one 
of the mere orthedex Executive (evelopment arpraisal forms been 
adopted, The reason are two (a) the ser: objwctive the Job 
criteria tho sounder tne avpraisals and (b) it ie reli that toe 
usual forme lack salidity in life, i.ec, they pertray tie «yth 
of the successful man ar conceived by men of success, ) 


@ It is propesed that the appraieal o1 any emplayce be 
based on tue joint opinion of at least two men woo know 
the san and hie sork. <here thie proves i practical, 
it ‘# sugcested that the inddivicual be asked te appraise 

Md on the identical blank form, ‘he supcrvieor 
may compare the a-praieal with his ow. Any 
variante would be ac jucted in a subsequent discussion 
with the exployee (see 5 below). 


Toe sinvl- appraiser, dees, the tamediate superviesr 
(as propoeed in the -rancis report) is not belLowed 
to be in the intereete oj A ancy morale, Foxardlers 
of the feirness anc objectivity of the superviser, 
the swpley e derives iar sore conlidence if sere than 
one indivicsial site in jud ment om him, 


Ss on of the : gal with ze ve 


ane @ preisal shoul. ce ciecussed with the enployec, 
Thun the indivi.ual ic iven @ chance to exprers hie 


» 6G « 
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interest in advancement and io ive ais opinion of 
hie wn « In thie ULecunaion, however, 
RO promises sh be made is any indi: idual or 
participant in the oreuras. 


Thie discussion and interplay between supervisor and 
subordinate helps bring cut the incividual's ope 
qualities and hie trainin, owe s, an thus enables a 
Supe rviser te discharge hie primary responsibility, 


Levey ene people entrusted to his — 
care. As nee tende to ccniirm the observation 


that omployoes eupervise as they have been supervised, 
thie procedure shoula ultdmatoly cenefit the whole 
organization, 


Practically it te juet at thie peini that the hole 
appreisal procea: can be eslante: away from a TALES 
concept. and direeted toward deteraining what individual 


ean do apd whet treinin, can do te the 
individual and prepare him for hi; e 


q 6. t an A red 
AppPaisel will take place anmaily. 


Ce 


Ose o: the primary requirements for succe@s of the 
proposed progras is tot 


& cetarlish at the crimary (junior) level broad 
joo familiee that exhibit comparable cerformance 
criteria. 


be tevelep specific criteria tor efiestive performance 
in each broad fanlly at the .rimry level and at 
eueceedin,, levele of competence anc reeponsibility 
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The ebjective here is a basic understandin, of the real 
qualities that make for superior performanve. Civil 
Service joo descriptions are written primarily to 
justify certain Gs levela, and are not alwaye helpful. 


It ie velieved that a aopeiul start has been sade voward 
these requirements in the job iamilies and job require- 
mente which iina expression in the proposes. appraisal 
form (Section #4). it is anticipated that tae Joardis 

of Review (seeticn A) working with the Career Levelape 
ment Staff will be instrumental in further developing 
and refining theac criteria, his ..rowth will take 
Plage through: 


. further study of the education, experience and 
knowledge requireuieals in jov iamilies anc ‘or 
comparable jobs. 


db, «6 & statement from each member of a supervisory 
group ef the requiremenis to perforn his joo 
effectively; and of wnat he requires in performance 
q from other supervisors who may be reperting to 
him. 


Answers to sucn etudies, edited and sifted by the coards 
of heview might well contrioute to a more objective 
uncerstancing of jeb performance criteria. 


It is, of course, far easier to call ior meaningful 
criteria thao to produce them, particularly as one pro- 
ceeds up the scale of competence. fet appraisal in 

the absolute or in vacuo resulis in a leek of objectivity 
anc incuces a fusay frame of reference in th: appraiser. 


The development o: specific anc avequate criteria, then, 
is vitally important to the succear o: this propras. 


2. Rotational Circuite 


The defining of job families, as proposed atove and in 
the suggested appraisal form (Secti:n 8), ie a first 
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step in determining logical rotation circuita. Thus 
it appears illoyical, at junior or even senior levels, 


te rotate to an icaleresearch job an individual 
appraised as basi an rational type. it is 
only at higher echelons of competence and responsibility 


that such rotation becomes feasible and fruitful. The 
devies suggested in the appraisal form, in which rating 
on the basis of additive qualifications reguired for 
higher levels of competence, will, it is heped, prove 
a useful teol in determining fruitful rotations. 


Much further study will be required in this field. <uch 
study and the identification and fixing of sound job 

rotation circuits is a function of the Boards of Review, 
the Career Development -taff, and the Office of Training. 


Ce Application 
le TAseussion of Application in lepth 


This program should be restricted to the Gi. 9-13 level 

& of nen-clerical ver-omel. Again the thinking behind 
this proposal is that of restriction to a career croup 
in line with General <nith's conception. 


The rationale for the selection of the Goe9 level, as 
the lower limit in this program, follows. 


43 one goes down the employee pyramic in a procram of 
this kind, a lew of diminishin, return sets in. More 
and more appraisals are required but the chances of 
uncovering "potential" are not preportionately in~ 
proved, what one is really deing is spending current 
funds (as a measure of effort) for a hoped-for future 
return. By restricting the program to the proposed 
group, the Agency is assured maximum return on effort 
expended, 


Many @ progrem of this kind has been smothered to death 
by its own weight. The proposed application cuts dowm 
weight. Methed in this technique is only refined by 
trial-and-error. The approach herein proposed means 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 


Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 He 


a that method can ve refined at «@ relatively low cost. 
If and when feasivle and desired the program can 
always be scxtended up or down the pyramid. 


2. Tine Elements in ‘eaching Grades 


An analyais of the time elements involved in aver 
personnel progression or rise wit? n the Agency cm 
the fellowing: (These statistics are an educated cuss: 
by Personnel anc must be substantiated by further 


analysis.) 
To Rise trom Average Time Assume 
fies to 7 & to & mes, 0.5 yrs. 
GSe7 to 9 12 to 15 mos. 1.2 jTs. 
GheS te F 2.0 yre. 
q The Gi-9 level embraces Journeyman Intelligence Officers, 


Research Analysts and other cemparable professional 
personnel. All operative supervisors and administrative 
officers are above this level. while many trainees 

for professional jobs are brought inte the Agenay at .=-5, 
the rise to G°-7 is rapid; seme 6 or 8 manths on an average. 


This program is built around two theses (a) that the 
price of acrinsion inte the Carser ‘evelopment Frogram 
should be on-the-job survival ability, and (b) that 
the program is directed toward the really able. ‘The 
period of 1.2 years for the UG! «7 induetee and 2 yoars 
for the G'<S inductee appears @ reasonable tine element 
for any individual of career potential to reach the 
piekeup point, 1.6., u'<%, (at is proposed that the 
Career Corps :electes will enter the organisation and, 
after initial training, be forced to demonstrate hy 
on-the-job performance an ability to survive and ad- 
vance for a two-year period). Theoretically, therefore 
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the proposed "in depth" applica:ion of this procgrem 
is ethically justifiable. 


3. Kum cS vol 
25X9 : 
cased on Pargsoanel ficures (somewhat tentative at 
~@) Lt is esticated that there are approximacely 

amas ne @ US $ol3 level. ‘hore are 

25x9 approximately on board (deep cover is exeluded 
from al. tises fiowres), <icnce the Career . cvelepment 
Propran contesplates embracin a proximately 363 of 
Agency personnel. Ac a check pcint, cased on comarable 
personne], industrial comanies ten: % cover some 
20% of ineir employees in comparable srocrans. 


he WS xr chart® the 


ihe durent Lompeany “skimmer chart" techaLoue ir Pally an 
adaptation of the ageeinecrede i:ea of the servicee slanted toward 
@ conetructive purpose rather than toward a negative one (elimi- 
q nation). 


In the duFent technique, ali acpleyoes «ho receive an ancual 
compensation (including bonus) in excese of a oredeternined 
amount are for each age arrayed in a descendin. orcver of compen= 
sation, ‘hese arraye persit the identificatio: of a compensation 
point at each ave that selecte or "skims" a specified percentage 
of the arrayed employees; say X% of those arrayed at avi Ky etc. 
“pecified percentages are decreared as ae increases. 


inere resulte# a ecatter clagram of "sel ction -olate" Fron 
which is derived a "election Line" by visual or sathenatioal 
processes, This is a iota} company line (it is cased on all 
employees above a predctermined level). jie company selection 
line is ured on the en charts, This makes it poseible 
te judge departasn experience a.ainat the cackground of total 
campany experience. 


in this technique all inciviwuals above tue seleetion line 
are “potential” for hipher reeponsibllitdi-s and advancement. fey 
are the duPont vompany'# career corps. 
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Possible Adaptation to CIA 


A characteristic of incustry is (1) a rapidly rising 
salary scale (2) little tendency ior salaries to cluster at a 
given dollar level, and (3) salary scale which is made to rise 
even more rapidly by corporate bonus syrtems. Government 
employment is just the opposite. Thesslary scale is »reatly 
compressedj there are clusters at each GS levels anc the ae 
.rouping: appear much less cefinec. 


Given these diificulties, tne primary question is whether 
the technique exhibite validity when applied to CIA personnel. 


To test this, a pilot plant run was made on 873 names, 
GS 9 through GS 14, Any incivicual was deemed "potential" and 
marked for examination on the following basie: at GS 9 if 
26 years old or under; at GS 11 if 28 years or under; at GS 12 
if 31 years and under; at GS 13 if 33 years anc waders at GS 1) 
if 37 years and under. This resulted in 115 names (had 
application of the duPont Company's decreasin; skimmer per- 
centace bean made there would have been 198 names), 


These names were then shown to a senior executive with 
broad experience and contacts in the Agency. This oificer's 
review indicated that this age-crade technique was a valid 
identification of potentiality. 


The primary corstacle to adaptins: the duPont technique in 
its entirety (i.e., skinming a desiznated top percentage at 
each age level to produce a Selection Line) lies in the clusters 
of personnel at each GS level. Fossibly this vifficulty could 
be met by the introduction of a”bonus factor", stemmin;: {rom 
the proposed year-end appraisal. The efieect would be to break 
up the personnel clusters andfake possibl. the skimmer technique. 


An adaptation of the skimmer chart technique to tais Agency 
would give the Director of Centrai Intelligence, his .eputies 
and the Assistant Uirectors a most useful administrative tool. 
It is recommended that further study be given to this technique 
and that, followin: the proposed year-end appraisals, an attempt 
be made by the introduction of a valid "boms actor" or by 
other means, to adapt the technique to CIA career identification. 
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Fe Senefits 9: Program 


Three anc peseibly four setode are envisaged here oy 
which to icentiiy potential in “iAs (1) by torte an. asserennt, 
(2) ty competitive exam nations, (3) by appraisal, and {}) 
by skimmer technique. in maiy of iis chases the p;rocre” begins 
with a sharpeningeup, extension ani sere conscious aprlicetion 
of things (sise-up anc thou ht 0: cotenttial) which nave bsen 
done in toe past. Tnese oanciite should ‘low: 


1. Avility on board is lege likaly to be overloske. or 
fail to reach ite "potential" and waste of talent 
will be rejueed. Incompetence will be excosed. 


2. Agency morale shoul’ be improved, poerii:ly alec reeruite 
ment. en anc women «ill kno: that if they can de-onstrate 
ability on the joc, they will be watched ‘or cromotion, 


Beyer: these ownefite ie che lmportant one cf tradnine. at 
of consideration of job recuiremenia tor broad levelr o: Competence, 
there can be obtained a clear oicture oj what Lralnin. can be 
expected to accommlish, If the trainin requiremente of the 
Crfices can :¢ pinepointed, with tailored -rocrams made possible 
for the Inciviual or asall groups wo Aave eimbler needs, the 
groundework in laic for the <reaiest usefulneer co: the raining 
07 fice. 


dowever, &@ note of caution smei be sounced. one wt aot 
lore sicht of the fact that each of tix techniques herein orce 
posed is fallinde anc that all represent an art that im flude 
and inexact at best. <er thir rearon, reliance has been placed 
on several methods, since, while on alone mi.n' rail, it ie 
unlikely al} msthocz woul: fail. 


It is to be expected that tiles prozram wil] encounter many 
ciffleulties, They sll co anv thus they experience a high 
mortality. inese difficulties anc tiis poesibllity «411 net be 
absent in this avency., Suecese, i: won, will only ster from a 
high measure of hi-h level suppert, tovether with extremely 
adequate ani campatont staff work. 
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Ge : z ig and “lsewhere 


The Agency has not been unmincfal o. development procedures. 
There was high-level consiveration of tie problem some yeare ago. 
Introduction was opposed on the grounds oi the lack of an : dk 
sysvem (since corrected), and in addition it was thoucht tnart 
the manpower ceficiency militated a,ainst aprlication. 


Agency experience in tne past nas been studied, anu the 
Plans of some ten or twelve industrial comnanias » anc of one 
consulting engineering firm for its professional staffs; the 
Officers Fitness Keport of the Navy, and tne report of Gificer 
‘ffectiveness of the Air force have been examined, 


He Tie-In to Career Corps Selectse Pro, ran 


The Career Corp Selectee Provram is, in effect, a hich-level 
"potential" reeruitment program, coupled with a vasic educational 
or training effort to uround the individual in intelli ‘ence and 
area. It is proposed that at the end of an initial course, the 
participant be assined to one ot the Uifices. 


It has been the general experience of incustry that colle:e 
recruits are accepted by the line organization if there is faith 
in management's ability to weed out poorer reerults, Under the 
contemplated plan, selectees woulc be forced to demonstrate a 
survival value and an ability to rise, in tne usual manner and 
on the job, in order to be picked up at uf 9 level in the pro- 
posed Career levelopment Program. This woulc avpear to met 
effectively any criticism of “favoritism” in tie Career Corps 


The various “potentialities"™ of administrative, professional 
and/or scientific personnel identified in the Career evelopment 
Programs pertinent data relatin: to significant educations area 
experience, the employee ave anc "age~performance" index, etc. ’ 
can be easily carried on Personnel's 154 records. In conjunction 
with the Offices, other pertinent data coula be developed in as 
much detail as desired. Staff would work this out with the soarde 
of Review, 
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TaB og 


a BVALUATION OF OUTSTANDINO CANDIDATES FOR THE 
CAREER CORPS 
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TAB J 


SVALUATION OF OUTSTANDING CANDIDATES $50 CAPER CORPS 


Employees who stand out after anpraisal by supervisors will 
be examined through tests and evaluation, as outlined in V, i, 26 
Those wno have entered the Agency through the Career Selectee 
Program (I-IV) will already have been autJjected to intensive 
testing and agsesement, but some older employees, and some who 
have entered the Agency turcugh other channels, will not have. 

For the first two years of tiie prepram, any employee who 
wishes to take the terts may do so, reyardless of the appraisal 
by nis supervisor. This will serve as a check on appraisal. 


The problem is being studied in the [ffice of Training. 
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TAB K 


ROTATION PLAN FOR CAREER TRAINING - SPECIALISTS 
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Tab X 


ROTATION PLAN FOR CARzER TRAINING = S:LCIALISTS 
an erate eet Rattan 


Ie DEFIRITION 

For the Career Training program a Specialist is defined as 
® person so designated by the Board for :xamination and seview 
(Section ¥, F, 3 and C, it.) 


A tae basis of selection standards that the board will 
employ, a Spectalist will: 


- Ae [Le a professional intel} lpencs Sficer 
be t@ in grade Se or higher 
C. Be, when selectad, probetly in age bracket mid-twenties 
to mid-thirties. ‘owever, this age bracket is not an 
a absolute requirement (Section V, Aj 
De Have been on duty in the Acancy at least two years 
Ee dave completed ais basic training or the equivalent 
Fe Be highly satisfactory in sis regular pos ition 


Ge Have potential to justify training and eventual 
promotion to the lewel OS-ll or higher 


Re He, on tie basis of desires and aptitudes, suited 
prinarily for career employment in hig present 
“£fice (for example, “ffics of iesearch and Reports, 
“ffiee of Scientific Intelligence, etc.) 


At any point in his career a Specialist may have his desig- 
nation changed by the Board for Examination and Review to that 
of ‘eneralist (defined in ¥, C, 5 and Tab w). 
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CECRE 


Ti. AIX OF BITATION OF SPRCIALISTS 


A basic suirement for any Snecis S% training procra 


is the Specialist will return from treining to hi 
office for permanent employ af 

we gt: * ua 

eter rae tanta NIETO 


Tile  SCOPR OF ROTATION PLAN 


office, a Specialist be rotated through training leading 
? may 
competence in eny or all of four major fields; - 


The long-range emphases, however will be upon the field 
most closely related to the mare important peiifistiines esised 
for the positions of office head and section ehiefs in his office. 


Iv. TYPICAL ROTATION PLAN 
There follows a typical rotation plan, in seven phases 
for Specialista. Its purpose ighrinarily to indicate the scope 
of training contemplated rather ‘than to present a specifie 
pattern that a particular individual must follow. All phases 
of the training will be tailored, with the Assistant Director's 
approval, in each instance to fit tho pereon's needa end potential. 
Phase 1 « i yoar 
CLA Intelligence School (Tab L) 


Refresher course, to inoluder 


@ Extensive area study or functional etudy of 
his area, 


b. Preparation of an Intelligence Survey on 
National Intelligence level. ~ 


SECRET 
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e. “Wectures by eminent wisitors and senso) 
staff. 


¢d. intensive reat.ng. 


@. esearch at suitatle library and sniversity 
eonters. 


Phase 2 - 2 years 
Regularly Assigned fice 
Return to assigned office anc continue work thers. 
- 1 year 


Rotation Thro: a@ Related “ffice 

f ce : telligence assumed - if ‘ffice of 
Operationa, {fies of Special “rerations or {fice of 
Policy Coordination, tiie may consist of a tour abroad 
of one to two years) . 


@ @ Three months in the Soviet Division of the 
Support droup. 


>. Three months in the sastern liivision of the 
same Troupe 


@. Three monthe in the Western Division of the 
same Group. 


d. “ne month in ‘perations. 


@. "ne month in Situation Room - study and 
participate in briefing probdlens. 


f. “me month in liaison duties with those 
sections of the other intelligence agencies 
concerned with “ffice of Current Intelligerce 
activities. 


g- This phase may be supplemented by fram 2 to 


- 


6 months in a Service Intelligence School. 
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Phase |, - @ years 
Regularly Aseigned office 


Return to assigned office and continue work there. 


Phase 5 - 1 year 


b. Study collecting and reporting probless. 


@. Suggested alternates for this phase include 
a tour of approximately one year at either 
the Army wer College, “aval war Colleges or 
Air war College. 


Phare 6 - 2 years 


Regularly Assigned fice and a Related °ne 


Return to assigned office and continues work there 
one year, fellowed by cne year in a related office. 


Phase 7 - 3-12 months 


National intelligence - Jniversity Level 


@. Study threats to U. 5. national security 
stemming from the particular area in which 
he has specialised. 


be Study means by wich intelligence may best 
support U. 5. national plaming and policy 
in foreign relations. 


@. work during this phase in company with policy 


and planning officers from ksy governaent 
agencies. 
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ADVANCED TRAINING ~ CIA INTELLIGENCE SCHOOL 
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E 


TaTRLLIVENCe SCHC 


The advanced training will be in the nature of a refresher 
course for experienced epecialiets., The progran will ain fer 
wehlve monthe duration, In thir course the student wills 

(1) heecive lectures from aninent and qualified visitors. 

(2) snzage in extensive ares readin: and study. 


@ (3) Prepare an intellijence urvey on a National intelli~ 
gence level. 


(4) Engage in supplementary ares stucies at suitable 
Universities. 


(5) If possible, spend some tine abroad, 
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LANGUAGE TRAINING FOR SPECIALISTS 
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Languace troining will be made availabl: for specialiste 
as the need arises, Mach of thie treining ean and shoul teke 
place outeide the Agency, in axietin, institutions. ome, 
hownver, will be provided by the Uifice of Training within the 
Agency, end the use of the CLA audie=vinuel laboratory equip~ 
ment will enable lan-uage preficiensy to be maintained and 
improved upon. 


Arrangements for euch trainin. are presently being sade, 
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ROTATION PLAN FOR CAREER TRAINING - GENERALISTS 
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Ie 


Fer the Career Training progres a Ueneralist ts an exployee 
who meote the standarde detined in ¥, Cy 5 and Vil, and is #0 
designated by the Yoard For Examination and Zevicw, (WV, 3, 3) 
Ga the basis of selections standarce that the soard will ampley, 
a@ Veneralist wills 


he 
be 
Ce 


De 


ie @ professional intelli-enee officer 

ce in grade Gey oF aizner 

tS, ween selected, ordinarily in the ace cracket 
WokO (39kS for the siret year of thie procran). 
dowever, this aye bracket is not an absolute require- 
mont. 

Have been on duty in the Ageney at least two years 
Have cenpleted nix basic training or the equivalent 
Be highly satisfactory in hie regular position 


Have potential to justify trainin; and prometion to 
the level i:S-16 or higher 


be, on the basie of desires and aptitudes, ruited 
for career expleynent at the Assistant <irester and 
Lepaty Assistant ‘ireetor levels and hizher 


The aim ef rotation ef Generalists is 
broad, first-hand fasiliarity with the role 


to arm the: with a 
ay National intellie 


gence in the Government structure, 
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The rotation plan ier a veneralist mast be of the widest 
scope, and not tied to the sission o¢ needs of « particular 
Agensy office. It should lead to the breadest prectical 
competence in the firet three of the followin. Sields ani an 
appreprietely restricted caspetence in the fourth: 


(1) cperetional 
(2) Acednistrative 
(3) Analytical - Kescarch 
(4) Technical 
ive TYPICAL Bids os PLAN 


There follows a typical rotation plan, in nine phases, for 
Generalists, It is ageumed that the veneralist ha: conpleted a 
rotation plas for Specdaliste ani nee tien completed a year or 
two of duty in hissegular effies before selection as a veneralist, 
Its purpose in primarily to indicate the scepe of trainiag 
vathor than present « specific pattern that a particular person 
mast follow, 41] phases of the trainin: will be tailered in 
@ech instance to fit the indivicual's needs ax: potential, 


PUASE 1 « 1 year 
PHASE 2 « oD year 
A t the 


Return to an eppropriate assignment in the 
Agency 
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hrouch the Uisice af 
; of current int 
aselgned to 0/Nz) 


Asti; i e 


@turn to an @opropriate assiz:nment in the Apenay 


PHASE 5 « 1 year 
at ie BT ar. 
PHASE 6 « 2 years 


Assi.nmen. in the agency 
cowrn to an & propriate assisnment in the a.ency 
q SabSS. ~ 2 your 


Office of txegutive “ecretary, liational ecurity coungd) 


Participate in #etional “ecurity Counedl senior 
‘taff meetings 


PUASE § « i yoar 
Agsignoegt in the Agency 
Return to an a propriate areignsent in the Agoney 
PHASE 2 « 9 months 
National Intelligence = university Jeve) (Tab 2) 
Study on a joint sasis: 
@ inteliigence doctrine 
2  Inteliivence asthodelogy 
Ge ew directions intelligence mst take 


q Then return to the Azgene for a high-level assignment 
a Generalist, "e - 
«3 
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CAREER TRAINING - INTELLIGENCE ADVISORY 
@ COMMITTEE EMPLOYEES 
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ie SiTag. cr hi 


The problems and conel:elons here presented now aoply to 
career comalerioned persennel of tha three military services win 
are aesi ned te the Agency ae part o. their sormal active daty 
elas prbteks th: a@aignmunt te the Agency of career 
personnel o! “tata, or any other jepartment or agen would 
impose similar problems requiring equally careful pink Paw one 


Rie EAGKGR UND 


1 June 1951, the Avency pac on voard or ordered 
fone active Counissionud «ilitary personnel against 
@n allowance of Ths Agency needs many more of tale 
category of personic and, it le understecd, har 25X9 
received a.therisetion for am additional allowance of 


LiKe PROUL 


The Agency bears a twomfalc res onaibility in asei; 
mente of these personnels 7” a - 


(2) On the one hand they should be used where thelr general 
and specialised skills will be of maxinun practicable 
benerit to the Agency. 


(2) On the other hand their esplaymeat by the Agency eheuld 
end prods appropriat ope he ated 
a responsitdlity end functiens 
to the renk and experienc: ef the ttiesse 


if the Agency Coes not meet these reepensibilitier ef place- 
ment end training, ie inpact on the ‘ervices is likely to peels 
pay boty binaphadd od tp yp eatin pemasen edb billete, and further 
withheld from aesigna«at te CIA the 
<i : superior officers 


ele 
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Inforsal spet cheek ind: catee thet in some instances the 
Agency hae failed to meet thse placement ani training responsi- 
bilities. 


IV. COUNT 


The following, while representing merely tantative con- 
Glueions, pointe the direstion of the etudy currently in process 
by the Office of Trainines 


(1) A topelevel Arency cvolicy Le essential to «vide the 
placement anc treinin of areicned eh osiei dnd ora 
persemel. A hishelevel meniterin: 
insure that this policy is Naclenaited joumteting the 
Agency. 


(2) Appropriate Aceney slois shoul:. be designated to 
ve filled by military only or optional military- 
civilian, Active aunty alllcary parsoniel whould 
be agsi;ned only ia these slote unless spocifle 
exception ix authorised by the ‘ireetor of Fersonnel, 
These clots shoul: et all times total the same as 
the then current CIA e:-proved allowance of active-duty 
military parroinel. 


(3) =ach of these eloie shod  vear a joo descripiion 
that clearly justifice the employment of an active- 
duty military officer an: will form the baeir for 
qualifications requested when levy ie mde on the 
military services for aneloment of persomel, 


Ve RECO. <NDATIONS 


This teb is included here because of ite relevane to the 
overall problom of career corps in CIs. It describee, however, 
a@ Gietinet and seperate problem that may be resolved apart fron 
the development of a Career Carpe Program for civilian Agency 
euployees. Pertinent recomendations will therefore be subsitted 
separately. 
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IMPLEMENTATION OF UNIVcaSITY AND INDUSTRIAL TRAINING 
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A very important part of the Agency's career training 
needs ean be met only by wmiversitier and industrial fires. 


training 
of the instruction, lack ef outside facilities, or security 
make itt necessary. 


I. There will be Little diffiewlty in arranging for well 
qualified persons te study wder existing university 
programs, provided that application is nade befere the 
program is filled. The need for early application is 
partioularly great in the selertifiec fields, where 


latoratery space rigidly linits the number ef students 
who can be acespted, 


Ii. In certain fields, particularly t ose of scientific 
intelligence and perhaps some area studies, tailored 
prograns aust be arranged with outstanding inatitationa, 


So that full use may be made of the institutian's 
facilities and personnel, and so that students will 
reeeive full benefit from centacts and diveussion, the 


personme], (The latter may be « source for 


Agency 
reeruitment.) Classified instruction will be carried 
out within the Agenay. 
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dhenever new programs aust be established, or existing 
ones modified, the Agenay will render financial suppert 
threugh contrasts. 


III. Utilisation of iniustrial facilities for atudy and training 
will be particularly useful to the O/fice of -ciertific 
intelligense, but any alec serve the purposes of the (ffice 
of Research and feperts. legotiations with seleated firne 
will be carried eut through the Office ef Training. 


25X11 
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TABQ 


CAREER RENEPITS aND SECURITY 
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TAB s 


CAREER BAHEPIT ant “SCULITY 


This summarises career incentive benefits that the Central 
Intellizence Aganay may offer its employees under <enerel or 
#pecific provisions of curreat levislation. <eqeiremente 
for implamanting spesific actions are indteated. 


The Central Imtelitzence Agancy may offer thease benefits: 


A. Agtion 


Apply to appropriate CLA personnel time and one-half 


service ecrecit against retirement ‘er a1) service under 
certein bardship or hazardous conditions. 


leement 


i. 


Ze 


In effect, thie permits retirement at the age of 50 
after 20 years of government service «ith the same 
retirement pay that would normally accrue after a 
full 30 years’ services. Also, for eash year of 
service bayend 20 years, the employee would receive 
an increased annuity. 


Te implement this action would require that the 
Agenay consvwamate an agreenent with the Civil ‘ervice 
Commission authorizing te applicatien to Aceney on- 
ployees, under breadly defined circumstances, lexis- 
lation currently applicable to eertain personnel of 
the Federal Bureau of Investigation and the Treasury 
‘epartaent. 


8. Aetion 


Inereass base salary for service invoiving unusual 


hasard or hardship. 
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Sommer’ 


To eonferm te current extre-pay policies of the 
Tepartment of [efense, these base selary increases 
would fall inte either ef these two catejeries: 


1. Increase of 50% of base salary (to a maximum of 
£200 per four-week pay peried) while engaged in 
duty similar to that of arsee -ervices persennel 
who receive extra may (aviation, submerine, 
parachute jump, ete.). 


2. Increase not to exesed 50: of base salary as warranted 
by wmeusl bardship or hasard in certain other types 
of duty « 


Ce hetton 


Pay death gratuity of cix sentns' base pay to 
dependents of Cla employees who die in line ef duty 
a while serving abread. 


Comment 
The Ceneral Counsel considers that, while specific 
legislative authority would be desirable, the “irecter 


of Central Intellizense may authorize these paynents 
under Public Law 110. 


Pr. aotian 


Yay, withinegrads advances, and grede promotions for 
persons sho are “detained" involuntaril:’. 


ra 


Comment. 


1. Confidential iumis ‘ecgulations authorise these actions 
for persons paid from Confidential + un 


2. This authority should be extended to cover employeas 
paid from vouchers<¢ funds. 


‘ 
nd 
e 
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ee Agtion 


Avply the benefits of U. . .aployees’ Compensatian 
Act te dependents of exployces angaged in hasardous 
duties whe are themselves exposec to hasard. 


Gereral Counsel considers that spesifie legislation 
would be preferable fer sich cases, but that nevertheless 
the [ireeter could, under toe troad authority contained 
in “ublic Law 110, apply thess benefits fn spect fie 
eases which he deems so warrant. 


Fe Agtion 


Uxtend physical ‘isebility benefite, conforming to 
Veteran's Administration -tandards, te Acency employees 
fereed to retire because of physical disavility suffered 
while Agency employees and net the result of own mise 
cenduct. 


e Sommer 


General Counsel considers that specific legislation 
would be required to implement this action, but that 
relative benefits under the civilian and ailitery systems 
should be earefully studied befere reconneading legisla- 
tion. 


s A etudy by the Taek cree, now under eonsiueration by 

center Review (omattes, entitled “Aichts, Privilezer and 
denefite of covert Aeployees and Acente* haa been discur sed 
generally with a member oi the Taek ‘oree and it is pelievad 
that the pertinent pelicies recommended in the iask -cree 
paper are conristent with the benelile covered under thir 
Tabs 
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ORADIAT! TRADING 
CIA INTELLIGENCE SCHOOL 
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7a3 BR 


QUAIUATE Ti aTk INO 
CYA THTELLEIGI'CE SCHOOL 


This training is for the Generalist whe may become an 
Aasistant Sirecter of a Teputy, or for an existing Aseistant 
Birestor or Teputy. 


The purpose of the program «ill be that of studying, on 
& joint besis, intelligence doctrine, methodelogy and new 
direetions that intelligence work must take. 


“pecific intelligence problems may be studied exhaustively 
in the Graduate “chool by selected graduates ef the Rational 
way College, members of the “tate Uorartment, other intelli- 
genes agencies, and the Centrel Intelligenee Agensy. 
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APPRAISAL FORM 
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PEFR Dat MAES Suis sty a par a 
BRAS ED ON APF: wees FORM: CA Ss BORIS 

7 yr Paya ee aaah a SRT ee Aerie Re oat 

OFFICE. ; . ; Pwr. co OF Prror: 

FROM {to 

oO REASSIGNMENT ; BULA 
SES Sati “LAS? REPORT Co bie! - 


¢ 


: wl SPECI As 


ORES PUTY CRANGKO SINCE, LAST REPORT - 
as 


a 
me STMURR_ fx PERIENCES fomPinran 


RROFICTEN CIES TH LANGUAGES 


Pusea lavoue : 
SUCCEEDING SECTIONS TEAME OF SUPER VISOZ ; ~~ "QERICIPL STATUS TO SUBORDINATE. _ 
__-FILLEO ne SUPERVISOR 
ace ie ed ee | ee eae comes 
‘e eo pag | WANT HIM? TO HAVE Be NA BE SATISFIED 
iT OUT ; CL . jm (UNRATISFACTORY) (CNSATISEAC “FORY) 
eRe chi QUALIFICATIONS | GENERAL 


KE PLEASED PARTICULARLY 

TO WAVE HIM: TO HAVE WIM? DESIRE WIM? 
SS. - : 
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Tos: SUPERVISORS 


To eliminate lack of objectivity and "halo effect" 
supervisors are instructed to appraise the individual 
under the following proseedure: 


FIRST - Identify the individual in one of the 
following job families: OPERATIONAL; ANALYTICAL-RESEARCH; 
ADMINISTRATIVE; or TECHNICAL, 


SECOND = Appraise the individual against the specific 
job criteria of his basie family. 


THIRD - Aporaise the individual against the ADDITIVe 
criteria necessary at higher levels of competence and 
responsibility. 


In identifying the individual in a job family, the 
individual's FUNCTION is the determinate factor, not his 
Office ur Division, 


Having identified the individual in a SINGLE job 
family, the individual's abilities or "potentiality" for 
greater breadth of service and higher responsibility. are to 
be appraised against the ADDITIVE criteria, 
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OPERATIONAL 


grounded in action; organizing it, planning 
As action is played with and against 


This job family is 
it, getting it done, 


people, these characteristics 
to meet with, live with and ge 


identify this type: an ability 
t the most out of people; and to 


oreate enthusiasms, 
Area and subject are 


pride in mission and sense of mattering. 
important but as handmaidens of action, 


i.e., knowledge that dictates feasibility or reveals vulner- 
ability. In the exceptionable individual there may be large 
analytical and research abilities, but the prototype is the 
extrovert and man-of-action 


Port Rach Factor onservep CHECK THE APPROPRIA 
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ea comes by these qualifications easily or lightly. 
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Pages 1, 2, and i: of the preceeding 


ferm (OPERATIONAL) woulc be combined 
| with each of the following three 
| forme to make up * complete appraisal 
q blank ior these job fanilies: 
ANALYITICAL@RES ARCH, ADP IALSTRATIVE 


| and TECHNICAL, 
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ANALY TICAL: RESEARCH 

q This job femily is grounded in study; reading, scanning and 

integration, Area and subject are of commanding importance 

with action a second remove, There is required en absorbed 

interest in new factual minutia and new relations between 

facts; a "feel" for analysis (the examination of component 

parts separately and in relation to the whole) and for 

research (the revision of accepted conclusions in the light 

of newly discovered facts). In the exceptional individual 

there may be operational abilities, but the prototype is the 

professional or specialist, 


| [J J \DENTIFY THIS EMPLOYEE - ANALYTICAL RESEARCH 


KNOWLEDGE OF 
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~ ADMINISTRATIVE 


This job family is grounded in good "housekeeping" i.e., 
knowledge and sane control of proceedures coupled with an 
ability to keep an organization moving freely and smoothly, 
Knowledge of intelligence techniques is helpful but the 
requirement is for a generalised knowledge rather than for 
@ specialized understanding. | In the exceptional individual 
there may be a flair for generation of the idea, but the 
prototype has a native resistance to (rather than thrill in) 
the new idea coupled with a large facility in picking the 
flaw and in saying, no, : 
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| 
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TECHNICAL 


This job family is grounded in technical knowledge of the 

specialty and the broad field of the specialty. Area and 
language are handmaidens, The prototype is the technician, 
| the linguist, the engineer and the scientist. 
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